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Decision Support: Annual Achievement Report FY09

All Systems Go

In the same year that marked the 40 anniversary of the first man walking on
the moon, Decision Support fittingly took small steps for our department that
represented giant leaps forward for business intelligence at the University of
lllinois. In FY10, we stepped forward into advanced business

intelligence practices, delivered more complex and valuable

products and solutions, and adopted innovative product -
development and project management procedures. \-

As we more fully implemented the Business Intelligence
Competency Center approach we adopted in FYQ09, we
delivered exciting new products to support efficiency,
effectiveness, and better decision making within the
University.

We delivered new data marts, BusinessObjects universes,
OLAP browsers, query solutions, and web applications.

We improved data quality and processing and made significant
updates and changes.

We improved our internal operations and customer
focused service.

And, at the end of the year, we moved!

For Decision Support, FY10 was
indeed a year of exploration and
achievement.

0All systems
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Achievement Highlights

Continual Improvement
Deci sion Support (DS)

This process began wi

Decision Support knows the process is not
only a natural adoption progression, but also
the best approach because it is driven and
supported by our customers and is even
being put into pract
enterprise resource planning (ERP) partner,
SCT Banner (see the illustration on the right)

The Information Access Maturity Model
illustrates the progressive institutional
adoption of business intelligence solutions as
perceived by SCT Banner. Using their
terminology, DS maintains and supports
activity at levels 1 and 2. During the past two
years, our focus has been moving forward
with the business intelligence solutions at

Page 3

is a transformative organization r ai
data for informed decision making. DS is driving institutional adoption of business intelligence at the
University of lllinois through a muHevel, staged process. DS plays a key role by providing the
infrastructure, business intelligence and performance management expertise, and the support needed for
the University to become more mature in its use of Bl technology and ddtéaen decision making.

th standard transacti on

reports
reports. With ad hoc reporting, we began to see the transition to business intelligence solutions. As we
progressed further, analytical reporting and performance management became the focus.

Information Access Maturity Model

Business Intelligence Solutions

Analytical

Reporting
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Time
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Reports
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Institution Adoption

Level 5

(aka,

lllustration by SCT Banner

levels 3 through 5. This is central to our mission, not just an avenue for gaining data. DS does not want to
stand between people and the data they need, but rather to collaboratively nurture a culture of
information-driven decision making. To achieve this, we are being innovative while researching and

developing cuttingedge solutions so when Ul data users are ready, we are ready to partner with them.

Decision Support strives to be the best in our field while providing the University high value at a
reasonable cost. Operationally, we continue to enable greater usage of the data infrastructure created
through various means, as shown throughout this report. The value provided to the University is reflected
by those who use the data infrastructure. We are not the report writers, analysts, or decision makers. We
are the Bl experts, creative thinkers, data custodians, solution developers, best practices implementers,
trainers, educators, and support professionals. Through

oDeci si on Support i s zlx

responsible for scoping, designing, and

delivering solutions to business problems using a

combination of enterprise data warehouse and

business intelligence f
fi DS Mission Statement

DS6s goal is to provide the right informati

these roles, DS enables University employees to learn
héwitoSude hdlpfofier todis@oftrahdfom@ata it 1 t

valuable information to make better decisions.

In return, we depend on the Ul community of data users
to tell us about the business processes and challenges

Refack 0 likehs - todhe needs and applies business
intelligence and performance management expertise

to develop and deliver the appropriate solutions.

on

Reaching this goal is the result of successful partnerships and shared information between Decision
Support and the end users, and demonstrates our continual improvement and further adoption of Bl

practices at Ul.
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Business Intelligence Competency Center (BICC)
Business intelligence is more than using technology to
analyze data. To apply Bl in a more meaningful and robu: University of lllinois

manner requires a comprehensive strategy that includes Business Intelligence Competency Center
consideration for the human interaction with the
technology and data, human knowledge and reasoning, ¢ )

understanding of business processes and needs, and the
cultural aspects of the environment the Bl is serving. The
Business Intelligence Competency Center framework

seeks to meet these needs in a strategic manner. Decisic
Support formally adopted this framework in FY08, Data Acquisition

e . . . ) X Processing (ETL) aim
modifying it to apply in our environment as a higher e
education institution and for our environment at the Data
University of lllinois. In FY09, DS continued developing a FERLEEET BERE O Warehouse information

Architecture

the BICC for the University. The application of the BICC
framework for Decision Support is shown in the diagram.

A BICC is a crosBunctional team with specific tasks, roles, sl S
responsibilities and processes for supporting and

promoting the effective use of Business Intelligence acros
the organization! This team uses defined processes to
support and promote Bl use and development throughout

Professional Marketing and
the organization by ensuring it is available to the right Development Oureach

people (business users at various levels) in the right form
The BICC team also provides advice and support for all
matters related to BIt

Deci sion Supportdés continued adoption of this model was
Through Data Management:
e The quality and availability of the data was enhanced by improving data acquisition
techniques.
e  Through Information Delivery:
e New BI Solutions were developed that increased the ease of use for their target audiences.

e Customer service expanded support through conveni ent

consultative support.
e  Through Environment Management:
e The BusinessObijects enterprise Bl platform was upgraded to support new desired
functionality.
e Through Employee and Customer Relations:
e Research and development continued to apply new technologies to University business
problems.
e  Customer segmentation and outreach continued to develop a more thorough understanding
of the needs Decision Support can meet for the University community of data users.
e Employee devel opment expanded DS06s technical knowl

Plans to formalize the Governance level within this framework in FY09 were postponed while many related
organizational changes within the University community of users (including Decision Support) were
implemented. Once the full implications of those changes become clear, DS will resume efforts to formally
establish this important aspect of the BICC framework.

1. Miller, G. J., D. Brautigam, S. V. Gerladusiness intelligence competency centers: a team approach to maximizing competitive advant2@06 John Wiley
and Sons: Hoboken, NJ.

e (



Decision Support: Annual Achievement Report FY09

Business Intelligence Solutions Pilot Program
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In FYQ9, Decision Support launched a pilot program for developing new business intelligence solutions in
a different manner. A dedicated team was assigned to work on an existing set of related BI projects for the

entire year and to find new ways to:

e deliver real and measurable value [show return on investment (ROI)],

e deliver value in the most efficient manner (lower cost), and

e infuse innovation while still delivering efficient value (find the right balance).

The program was an overall success, resulting in key new
product offerings and many lessons learned. At the conclusion
of the pilot program the team assessed the process, results,
and lessons learned to make recommendations moving
forward. The final analysis is summarized below.

Staffing and Roles

The BI Solutions pilot program team used both a different
reporting structure and project assignment approach. For the
reporting structure, the entire team reported to the same HR

The Bl Solutions pilot program moved the
University beyond traditional reports and
toward the more advanced business
intelligence of dynamic analysis.

manager instead of different HR managers based on roles. This was done to test the effect of
fragmentation. For the project assignment approach, a single team was created and multiple projects
were assigned to the team as opposed to a different team being created for each project. The team
members were fully allocated to this single team instead of being partially allocated to multiple teams.
Within the team, and expectation existed that project tasks would be shared amongst team members
based on availability and expertise more than specific job descriptions.

The reporting structure resulted in a single, consistent vision for what was to be accomplished as well as
a greatly streamlined escalation process. The project assignment approach yielded increased flexibility by
utilizing a single prioritized backlog of work, revisited monthly, that enabled the team to readjust plans to
new work or changes in priorities. This allowed the project manager to more easily utilize all team
members at all times. Additionally, the team was able to optimize the working dynamics within the team,

bal ancing each other6é6s strengths, weaknesses, interest s,

Process and Methodology

Many new or modified approaches to the process and methodology were implemented in the pilot
program. These approaches were generally adapted from agile methodologies, such as the Scrum

methodology, and included:

e assigning several different projects to the team, handling prioritization and scheduling through a

project backlog, and planning monthly development cycles;

e using a project task board and issue log to handle task assignment and tracking;

e holding daily Scrum meetings to coordinate dag-day work and address issues quickly;

e implementing an iterative approach and creating prototypes based on internal expertise to gather and

validate requirements and to design solutions; and

e including user evaluation periods and product modifications in the planning.

Success Criteria
Deliver Real and Measurable Value

The solutions developed through the pilot program directly support academic decision making by giving
decision makers the ability to easily summarize and analyze two key aspects of their business: sponsored
research and faculty activity. The products provide vital information to the decision makers regarding how
their faculty resources are utilized, what they are producing, and how they are supporting faculty salaries.
As a result, bettedinformed decisions on faculty hiring and review allow the colleges to be more strategic
when focusing scarce resources, impacting the academic quality of the University for decades.
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Through this program, DS enacted a shift to products used directly by decision makers (versus products
designed for information producers and analysts). These products allow renhnical staff and decision
makers to use BI products directly, rather than rely on others to produce the information needed.

Deliver Value in the Most Efficient Manner

By employing timesaving methodologies and a dedicated team approach, the Bl Solutions pilot program

increased efficiency in many ways.

e The project manager had a clear view of the workload and could shift resources across projects and
tasks as needed to maintain activity progress.

e Productivity was maximized by maintaining a stable team and assigning work to the team.

o Timeline delays were minimized and project hours due to scope confusion and changes were
controlled by maintaining a more focused approach: utilizing product plans to clearly delineate the
scope for each project while still ensuring the goal for the overall solution would be met and it would
fit within a larger plan congruent with customer needs and department goals.

e Coordination overhead was minimized through the more focused approach and through a
streamlined escalation process involving a single manager and a clear, consistent product vision.

Infuse Innovation While Delivering Efficient Value

The pilot program team balanced innovation and efficiency primarily by using agile development
techniques (including the Scrum methodology) and other streamlined approaches. The team also built
upon FYO08 work and institutionalized the product planning approach within DS.

In addition, the team deployed Decision Supportés first el
into production and made strides toward deploying the first production analytical dashboards. The

production OLAP cube allowed DS to make progress in familiarizing University thought leaders and other

stakeholders with the differences between dynamic analysis and traditional reporting and show that

business intelligence includes much more than just reports.

Resulting Recommendations

DS deployed its first enterprise OLAP cube The BI Solutions team concluded FY09 with the following
and made strides toward deploying its first recommendations based on the experience gained and
production analytical dashboards. These lessons learned.

tools help DS familiarize University thought | ©  Yse the product backlog concept for organizing,
leaders with the differences between prioritizing, and communicating all work in DS to increase

. . " . flexibility, productivity, and resource utilization while
dynamic analysis and traditional reporting. e .
recognizing monthly accomplishments.

e Utilize alternative planning tools such as a task board
(rather than a project plan) to engage the entire team in task planning and accomplishments.

e  Empower project teams with more sethanagement, allowing them to make more decisions directly,
including work assignments. The pilot showed this approach often results in more aggressive goals
and personal accountability.

e Incorporate more tearbased work rather than assigning changing teams to each project.

e Hold short daily meetings instead of longer weekly meetings to address issues more quickly, support
accountability, and encourage more collaboration.

e Leverage internal functional knowledge (particularly for prototyping). Encourage growth as business
intelligence experts who suggest solutions and are proactively engaged.

e Employ an iterative approach to the requirements and design phase for Bl projects (rather than a
traditional waterfall or stage/gate approach) for increased flexibility and effective development.

e Partner with thought leaders on projects, creating a solution with the partners prior to releasing it to
the entire University data user community.
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Consolidated Faculty Activity (CFA) Data Marts and OLAP Cube

Experienced fiscal officers asked Decision Suppdt create an analysis tool that would address their
need for easily accessible faculty data and thereby support faculty analysis and decision making. The

pri mary question the analysis tool

was required

would allow administrators (college human resources and financial administrators who participate in the
faculty performance and productivity evaluation process) to make more informed decisions about

promotions and tenure and to better evaluate productivity standards

The solution required integrated employee, payroll, pr@nd postaward grant, and course registration
data regarding facultyDS accomplished this by replacing the previous approaches of collecting data
across a number of separate reporté and in some cases manually rentering data into spreadsheetsi

with a solution that provides a single source of integrated data spanning multiple subject areas (employee
position and job, payroll, grants, and student registration) and that directly supports dynamic analysis. The

solution is called Consolidated Faculty Activity (CFA).

The CFA product providedn easier and less timeconsuming process for collecting and organizing the
data, thereby allowing time and effort to be focused on analysis and decision making. It also provided a

more powerful analysis tool to support dynamic interaction with the data.

Based on the oOFaculty

included in the CFA project), DS was able to reuse some-psésting components in addition to adding
new data structures and employing a new tool. Technical experts createdremely complex ETL code,
based on business rules, to combine six subject arediseach with its own level of detail (grain) and time
dimensionfi and added historical data to support trend analysis (itself a major challenge).

Product Planning: Faculty Workload
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The initial deployment, completed in April 2009, included the new data product (data presentation layer)
with FY09 data and a new OLAP cube. The second deployment, in June, added historical data {FY05)
to the modified data product (data presentation layer) and included yeand processing logic. A new
BusinessObjects data mart universe, DK Consolidated Faculty Reporting, was included in the second
deployment. The third deployment is scheduled for FY10 and will add new analytical data dashboards.

For many academic administrators, simply moving from static reports to Otsty#e exploration
represented a significant improvement in their ability to analyze faculty data. They are now able to make

immediate use of faculty data, quickly and easily combining it in meaningful
most valuable resources, all without having to engage University experts or
and compile the information.

ways to gain insight into their
even their own staff to obtain
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Grants Management
In a landscape of increasing fiscal constraint, the University has necessarily increased its focus onnon
state appropriated funding sources. Sponsored research is an area of consistent interest and financial
of ficers have | onged for an easier solution to manage gr al
products provide summarized grant information at two additional levels to address these business needs.
The latest innovations round out the family of Decision Support grants products by facilitating straight
forward monitoring, analysis, and reporting on the proposl-grant lifecycle as well as grant activity by
fund. These new solutions reduce the complexity of obtaining summarized research information, allowing
grants administrators to more quickly obtain information at the level of detail appropriate to their needs.
DS created a suite of products for grants administrators that addresses their need for easily accessible
proposal and grant information, supporting informed decisiemaking and organizational management.
This product suite serves a broad audience including both data analysts and decision makers.
To more holistically address the needs related /@B‘ff(gﬂ:'/”A%:pi‘:f;\tiw '
to grants, DS created a program based on the | 5 DA
Grants Production Plan, as shown. The blue ov] Acquisition Project Bl Grants Program

L New Universe, 1 Modifed Universe (ITPC 0154, 0260, 0088)
represents the components that are part of the — 1 Bepoymen —— T
BI Solutions Grants Program. This approach "Efe&i‘lﬁlc‘x;g;asms [ Lmary Universd Tt o S e Ty 7';“ agptard
allowed DS to plan a set of projects to be (cr - =(F) 0™
executed separately but result in a [ i e ‘ |'
comprehensive, interconnected solution. (Da‘aop“””zam” R '

row per Grant per, New data structures row per Proposal
The program focused on making the grants dat;L >
easier to use, thereb Bo FRUnBaioh Fsolirch Ldjeld— L ol I eaeds"
strategic goals in the areas of external funding "o
and financial tracking. To achieve this objective, Tl T | B
DS created new data structures to simplify the Alccqiigﬁgzn == A';?"Zﬁt;n
Grants data. Project (ITPC Project (ITPC
\ 0154 0260)

In FY09, we released a set of data marts with ad
-hoc query and analysis using BusinessObjects Desktop Intelligence to support reporting and monitoring .
This set of solutions addressed a number of different pain points in the existing processes for submitting
and managing grants. For example, it defined burn rate and related metrics to promote a better
understanding of the relationship between the rate of grant expenditures and the remaining contract term.
This allowed researchers to better manage spending.
Metrics like ohit rated6¢ also 0Todayds competitivep e

analyze the number and types of proposal submissions that
actually result in funded research. Another area addressed was
analyzing trends in sponsors and funding, especially regarding
different allowable reimbursement rates for recouping of
university facility overhead.

Collectively, the solutions developed
through the BI Grants Program

that IT enterprises effectively and efficiently
implement successful business intelligence
strategi es. The organi za
have demonstrated the ability to devise and
implement solutions that ensure the most
efficient IT infrastructure and advance the

| arger goals of the qgrga
allowed the University to better fi Ellen Daily, Senior Vice Presidefit Events
manage the grants process and IDG Enterprise
maximize funding opportunities.
Decision Support was recognized for
this effort by being named a finalist in the 0
Bl 6 category in Business Intelligence Perspect
Intelligenced award progr am.



